S Ao st e, AN N

HE Src- wo,z‘l’? *

. g
WSR2 g

s

s fone
igence oNeyY
ﬂqntrnl In Vido for & Natiomal
B.tansc tablishment.
fubmitted by Allen ¥. Dulles

1??11 85' m" '

L.

To creste an affegtive Central Intoliiscnco Agsnoey we
must have in the key positicns men who are preparsd to max»
this a life work, no£ a mere casual ocoupaiion, Servige in
the Agency should nﬁt bs viewed mersly as a steppingstons to
promotion in one of tne arwed services or other brancbes of
the Government. The Agensy should be directed dy a reln-
tively asmall but elite corps of men with a passion for ano-
nymity anc a willingness to gtick at that particular job.

They must find their reward primsrily in the work itself,
and in the service they render their government) rather
than in publi¢ acclais, .

Intelligence work in tinme of peacs differs fundamone
tally from that in time of war. In time of war military clun-
nels and military facilities, and conssquently nilitary person~
nel, can effectively be suployed in far grester measure than in
peacs time. In time of pence Intelligence with respect to
foreign countries must come largely through civilian channels.

Bsosuss of its glamour and mystery ovcronppa:im is
generally placedon what is called seoret intelligence, namely
the intelligence that is obtained by :ocr'bmeansignd by secrot
agents. During war this form of intelligence tltis on added
importance but in tine of peass the bulk of intelliigence oan
be obtained through overt chammels, through our éialOI;ttc
and consular miszsions, snd our military, naval and air attachtes
in the normnl and prop-r course of their work. It can l;so ke
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obtuined through the world press, the radio, and through the
many thousands of Americang, business and professlonal men

snd American resicents of foreign countries, who are naturally
and normally Drought in touch witin what is going on in those
countries. A proper analysis of the intelligence obtainable
by these overt, normal and abowe-board means would supply us
with over B0 per cent, I should estimate, of the information
required for the guidance of our n.tional polisy. 4n impor~
tant balance must be supplied by secret intelligence, which

incluies what we now often refer to us "Magle®,

I,

1 believe that the agency which iz to be satrusted
with assembling snd wnalyzing intelligence should be predom-
inantly civilian rather than military, and under oivilian
leadership,

Whoever takes the post of Director of Centrzl In-
telligence should make that his lite work., 1If previously
& military man, he should not look forward to resuning s
position in one of the armed services. The s.me should be
true of his top staff. Whatever may have been their previous
professions, whather military or civilian, once they take high
position in the Qentral Intelligence organization they sbould,
il military, divest themselves of their runk as soldiers,
sallors or airmen und, &3 it were, "take the cloth" of the
intelligence zervice. .

The success of the FBI has bsen due not only to tﬁt
ability of tbe director und the high gualiﬁios of his chief
assistants, but to the fact that that director has been on
that particular job for s sufficient period of years to build
up public conficencs, an “esprit de corps™ in :nis organization,

and a high prestige. We snoulu seek the sume Tesults for our
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intelligence service, which will operate in the foreign field,

and on items of foreign information.
1 do not suggest that the legislation should lay down

2 hard and fast rule thet the chief of the intelligsnce agency
must come from civilian life, Certalilythere &re many men
of militsry training who are competent tc hold that Jjeb, But
if a military man takes the job, he should operate from that
time on as & civilian, §Further, he must be assured, subject
toc good performance, & speclified term of duty, which should
be sublsct to extension as long s he carried out his task
efficiently. Aippointzent as Chisf of Centrsl Intelligencs
should De somewhat comparsble to appeintment te high judiecial
office, and snoulc be equally free from interference dus to
politici:l changes. In fact, the dutiesz the Chlef will have
to perfors will call for the judicial temperament in high
degree., 4n appointes must gain that eritical faculty which
can only come of long sxparisnce une profound kuowledge to
enable him to separate the wheat from the chaff in the
volume of information which will pass through his office.

0f course, thO'CCnt!al intelligence agency should
slso have attached to 1t a substantial number of men from the
armed forces as well as from civilian life, many of whom will
not make it = life career but who can perform useful functions
for a term of years,

¥uch of our thinking reluting tu an intelligence agency
is colored by our recent drumatic war expsriences. Intelligence
wvors in time of peace will re.uire other technigues, other
personnel, and will have rather different objectives. The
Prize objectives loday are not solely strategic or military,
importunt as these may be. They are sclentific - in the field
of atomic energy, gulded missiles, supersonic alreraft, and the
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1iks. They are ,,!,JIEE,LA ms.qchl. We must deal with the
problem of conflicting ideclogies as democTacy faces oummuriism,
pot only in the relstions betwesn Soviet Russia and the countrles
of the West, but in the internal political confliots within the
gountriss of Europs, Asia, and South imerica. For example, it
pay well be more lmportant %o xnow the trend of Russium
communism and the views of individual members of the Polit
Burecu than it would be to have information as to the loce-
tions of particulsr Bussian divisions.

Having this concepticon of the task of a Central Ine
telligence ALgency, i az skeptical as to the wisdom or adeguugy
of tre provisions in the Bill to provide for &« Kationasl Defanse
Establishment with respsct to Central Intelligence., Thsse
provisions seem 1o mé to set up what, in effect, isx likely
to becoms merely & coordinating agengy for the military in-
telligence services, G-R, A-E, ONI. This is useful, and this
funetion ahould be performed by the Agency, but it is not
enough. '

The gonstant changes in ths chiefs of the wilitary
intellivence services has crippled their efficiency and
lessened thelr prestige. 4s these services are s part of
a professional careser, of which intelligence is only cne seg-
ment (and too often 1t has been a stepchild), such changes are
somswhat inevitable, But this precedent siould not be sarriad
over to the new Centrkl Intelligence Agency. Thare provision
must Le made for pereanence and continuity. And yet the Ceniral
Incelligence Authority, heretofors based on Prosl;cnti&l arder,
will have had three hesads in the space of one shnét year. Ths
two men who up to now have basn the heads of that igenoy werw
both extremely able, devoted and competent men, but no man cen
do much in this most difficult field 1in a few months, OConstant
change destroys the morale, and prevents tne long-rangs planning
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which must bs the task of & properly functioaing intelligence
agenay.,

Henes I would recommepd that any legislation provide
long~tera tenure for the chisf of the Agency, with the establish-
went of & precedent that his chief subordinates should also have
that degres of permanence which is necessary to insure teunm
play betwesn the chief and his immediate zssistants. The
chief should not have mdn imposed upon him for political or
other like reasons. He should have the right tc pass upon
his assistants. The legislation sirould provide that the chief
angd his lumediate éssist&nxu, 80 long as they are attached to
the Cantrzl Intelligencs Agency, should zct in & civilisn and
not in a military capacity.

11,

Under the legislation as proposed, the Central Intel-
ligence Agency is to operste under the Naxtional Becurity
Council, the stated purposcror which is "to advise the Presi-
dent with respect to the integration of foreign and miiitary
policies, and to snable the military services and other agencies
of the CGovernment to cooperate more effectively in matters ia-
volving netional security.® This Council will Have at least
3ix members, and possibly more, subject to Presidential appoint-
ment. From its composition it will be largely military, al-
though the Secretary of State will De & membar., If precedent is
any gulde, it seems unlikely, in view of the burden of work upon
all the members of this Council, that it will prove toc be an
slfective working body which will meet frequently, or which
could give much supervisory attention to a Central Intelligence
;goncy. It would seem prefsrable that the Chief of Centrsl
Intelligence should report, as at present, to & smaller body,
of which the Becretary of SBtate vould be the chairman, and which
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would ineclude the Secretary of Natlonal Lefense, and & rejre-
sentative of the President, with the right reserved to the
Gecretaries of State and of National Defense to be represinted
on this small board by deputies, who shoulc have st least the
runk of assizi.nt Heoretary, 4nd this Doard must really niest
«0d assume the Tesponsibility for uadvising and counseling the
Director of I-ﬁtelligtnca, and :ssure the properliaison between
the jpgency and these two Departments und the LExecutive,

Iv.

In time of peace intelliyence will probably be of
more importance in the dey by day cperutions of the Depart-
ment of Stste than any other zgency of the Government, even
the Department of Nationasl Defense. Further, in time of peace,
intelligence can only be properly collected i there are the
¢clossst working arrungements with the Department of State,

&3 the bulk of the intelligence collected abroad will come
through the facilities of that Department.

The proposed intelligence setup in the draft legls-
lstion is overweighted on the side of the military department
af the Government, as contrasted with the Btate Department.
This 1is natural because 1t appears in a Bill for our National
Defense Establi;hnont Ihis fact, nowever, should not blind
us to the resalities of the situation.

The Btate Department, irrespective of the form in
wihich the Central Intelligenoe Agency iz cast, will collsot
end process its own informstion as & basis for the day by day
conduct of Ita work., The armed services intelligence agencies
will do likewiss., But for the proper judging of the situation
in any foreigno country it is important th&t_inrofnation should
be processed by an agency whose duty it is to weigh Tasts, und
to draw conclusions from those facts, without having either
the facts or the conclusions warpsd by the inevitable and even
proper prejudices of the men whose duty it is to determine
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policy and who, having once determined a poliey, are too likely
to be blind to any facts which might tend to prove the policy
to be faulty. The Central Intelligence Agency should have
nothing to do with poliey. It should try to get at the hard
facts on which others must determine policy. The warnings
which might well have pointed to the attack on Pearl Earbor
were largely discountoed by those who had already concluded
that the Jepanese must inevitably strike elaewhars, The
warnings which reportedly came to Hitler of cur invasion of
North Africa were laughed aside, Hitler tlought he knew we
didn't have the éhips to do it. It is impossible to provide
any system which will be proof against the humsun frallty of
intellectual stubbormness. Every individual suffers from
that, All we c.n do 18 to see that we have ¢rested the best
possible mechanism to get the unvarnished fagts before the

policy makers, anc to get it there in time.

Y.

Any Central Intelligence igeacy (in additicn to hav-
ing access to the intelligence collected by the Btate Depart-
ment and the armed services, to intelligencs guined through
intercepted messages, open and deciphered alike, and from the
results of its own secret and overt intelligence opsrations)
must have & corps of the most compstent men whnich this country
can produce to evaluate =nd correlate the intelligence obtuinad,
and to present it, in proper form, te the intereqtcd Govorn-
ment Departments, in most cases to the State Department, in
many cases Lo the Department of National Dcrcgac, or to both.

It is important Yo avoid splitting ﬁp and dissipating t
personnel avallable for this work through having overall special-
1zed intelligence evaluating agencies in both the Btate Depart-

ment and the Central Intelligence agency. If close working
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Telations are ostablished btetwsen the Central Intelligence
Agency anc the Btate Dopartmsnt - &3 is egsential if the
Agency is tc function properly - it would seem desirable, for
reasons Of egonony ;nd sfficisncy, that the tesk of evelua~-
tion should be delegated to the Ceantral Intelilgence igency
without, of course, affecting the work in the geographloal
and other divisions of the Etate Department, Thls woulc mean
that the spegialized invellizence agency within the Stats
Department should be coordinated with, or amalgemated into,
the branch of the Centrul Intelligence igency devoted to the
analysis and svaluation of intelligence.

¥i.

in addition to thase basic conaiderations, the Central
Intelligence ugency should have the following powsrs and attributem

l. Coentrol its own personnsl but with the right to
co—~0pt perscnnel from cothser Departments of the Goveramment,
with the consent of the hsad of the Lepartment in guestion
but without affecting the raunk, civil service status or pay
of the employes gsasigned for tomporary duty.

2. Have its own appropristions but with the posai-
bility of supplementing thess appropriations from available
funds of the Department of Btate or the Department of National
Defeanse under conditions to be provided by law, in order to
carry on certain special operations which may, from time to
time, be desmed necessary by the President, the Sscretary
ol Btate, or the Secretary of Xztional Defenss,

8. Have excluslva juris.iction to carry out sscret
intelliigence operations.

4., Eave azccess to all intelligence information
roiatinx to foreign countries received by all Departments of
the Government, including "Magio¥,.
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§. Bes the rscogniszed agency for dealing with the
central intelligsnce agencies of other countriss.

¢. Have its cperations and psrsonnsl protected
by %official sccorets” legislation which woulu provide ade-

quste psnalties for bresch of seourity,

YII.

It has truthfully boen said that intelligence 1is
our first line of defanss. The European countries more
immediately exposed to danger in the past have realized this,
znd have spared no éuins to daovelop sdequate intelligence
services, JAuong them the British have had signal success,
and this success, in nc small part, has been reaponsible for
pulling them through pericds of the direst danger, The
British system has behind it a long history of quiet effese-
tive performanco, based on & highly trained persconel with
years of service and gre .t technical ability. In this country
¥s have the raw material for bullding the greatest intelligence
service in tbhe world, But to accomplish this we must meke it
a respectable, continuing, and adequately remunerated career.
The personnel need not ke very numerous. The opsration of
the service must be neither flemboyant nor cover-shrouded with
tne mystery and abracadabrz which the amateur detective likes
to assume,

¥ith the proper legislative backing, s gcorrset
technical setup, and adequate leadership, all that is required
for success is hord work, diseriminating 3“&3!33&2 and ﬁﬁmmun
sense., Amsrican: czno be found whe ars not 1;ck1n£ in thess
qualities,
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